The need to restructure to meet the present demands ofthe economy, the market, and the political arena is achieved atthe cost of increased stress for employees at aI/levels ofthe organization.
lutionary change). The periods of revolutiona ry change occurs as the result of "strategic pressure points" (Duncan, 1992 ) and result in the major restructuring and redirecting of organizations. The pressure points arise from external changes (such as political, social, or economic issues), internal change s (such as the development of a new product), and performance of the organization (in areas such as financial performance). Pressures to alter the direction of the organization result in revolutionary changes for the organization. The dramati c, revolutionary changes in strategy are followed by periods of refinement within the organizati on. Refinement occurs during a period of adjustment to the new directions adopted by the organization during the revolutionary change period . The overall adjustment proce ss for the organization also requires individuals in the organization to undergo an adjustment (Duncan, 1992) .
EFFECTS OF RESTRUCTURING, REORGANIZATION, AND CHANGE Effects of Pressure and Change
Pressures generated by the current market and economy have precipitated reorganization and restructuring as many organizations scrambled to survive. Pressures from changes in technology, strong competition, and globilization have made resistance to downsizing difficult for organizations (Sugalski, 1995) . The need to restructure to meet the present demands of the economy, the market, and the political arena is achieved at the cost of increased stress for employees at all levels of the organization. Long term affiliation, loyalty, and giving one's work life to an organization in exchange for j ob security, advancement, and predictable retirement is no longer the norm. Instead, restructuring has evoked ambiguity and uncertainty. All employees in the organization are ultimately affected, either directly or indirectly. If a particular employee's job security or work assignment has not been 598 directly affected by restructuring and reorganization, the feeling still may persist that no person and no part of the organization is immune.
This vulnerability has added a burden of uncertainty and fear for the future, even for the most skilled and dependable worker. Organizations engaged in restructuring and downsizing have been said to "wreak havoc in the lives of those directly affected and spread fear and uncertainty among those remaining" (Dalton, 1994) . As organizations downsize and restructure to compete and survive, more pressure is placed on other organizations to follow suit. Privatization, job trimming, job elimination, job consolidation, forced retirement, and other types of reorganization have been found in all types of industry, including health services, private industries, and the military. Downsizing and restructuring are predicted to continue (Feldman, 1996) . Revolutionary changes that occur as a result of restructuring and reorganization, and the long periods of refinement that follow, result in stress for the personnel either directly or indirectly affected by the changes.
Seyle's Stress Reaction Applied
Stress in organizations. Stress was first applied to humans by Selye (1956), who described the stages individuals experience in response to a stressor. The three stages are the alarm, resistance, and exhaustion stages. The experience of stress, and the subsequent reaction of individuals described by Seyle, has been specifically applied to stress in organizations. Stress in organizations is defined as a psychological and physiological state resulting from events in the work environment such as noise, pressures, promotions, monotony, conflict, changes, or the general work climate (Gordon, 1991) .
The stages of stress have been described in association with stress in the workplace (Gordon, 1991) . The alarm stage is experienced when an individual experiences a stressor. Increases in adrenaline and anxiety are initiated by the encounter with the stressor. Uncertainty, competition, role change, role conflict, and role overload are all stressors that can trigger the alarm reaction. The resistance stage occurs when the stress continues and is not immediately resolved. Exhaustion occurs when the stressors persist, the individual' s resources are depleted, and the person is no longer able to resist. Stress can result in either positive or negative outcomes, depending on stress management during the resistance stage, the resources available, and the person' s coping ability (Gordon, 1991) . Many of the responses associated with the resistance stage may be observed in employees experiencing continuing stress. The responses can be categorized as either functional or dysfunctional.
Functional responses. During the resistance stage, the individual may respond to the stressor in a positive and functional way characterized by creativity and innovation (Gordon, 1991) . With a positive approach, the individual is able to channel the energy produced by the alarm reaction into constructive and productive responses. The positive response is more likely to be exhibited when the situation is somewhat under the individual's control (Gordon, 1991) . A job promotion or change in job responsibilities can be stressful but also challenging. When the situation is not under the individual's control, as occurs during organizational restructuring, it is difficult for the individual to respond in a positive and productive manner. Dysfunctional responses are much more likely to be encountered in these situations.
Dysfunctional responses. Dysfunctional responses to stressors include denial, withdrawal, anger, or previously used coping behaviors which have harmful or negative effects (Gordon, 1991) . The physiological responses can result in gastrointestinal, cardiovascular, or metabolic disorders. In addition, overindulgence in food, alcohol, tobacco, or drugs may be used as coping strategies by some individuals. Detachment, depression, despair, anger, and impatience are behavioral manifestations of the psychological difficulties encountered in unresolved workplace stress (Gordon, 1991) . Dissatisfaction and a decrease in creativity, productivity, and effectiveness lead to further stress for the individual. The exhaustion stage is reached when the stress is unresolved despite the individual's response, and physiological or psychological damage occurs (Gordon, 1991) .
Role Changes and Stress
Career development. Stress has become increasingly common in organizations (Gordon, 1991) . The increased complexity of jobs, increased economic pressures, and changes in organizations lead to increased levels of stress in the work environment. Individuals are normally expected to experience periods of stress as they follow a traditional developmental career path (Gordon, 1991) . The expected career path (Schein, 1978; Schermerhorn, 1991) includes such phases as: • Establishment or entry. • Advancement. • Mid-career crisis.
• Maintenance and disengagement.
• Retirement or withdrawal.
The establishment or entry phase, when learning of new roles and expectations occurs, and the mid-career crisis phase, when reassessment is made and choices are faced, are normally anticipated as a somewhat stressful NOVEMBER 1997, VOL. 45, NO. 11 time for workers (Gordon, 1991) .
However, with restructuring and reorganization, the normal career development cycle may be interrupted or impaired. Training, orientation, and socialization programs normally instigated in the establishment phase may be severely reduced or eliminated during downsizing and restructuring. Furthermore, employees in the mid-career phase have been noted to be most negatively affected by restructuring and reorganization (Feldman, 1996) . Promotion, advancement, and job security have been severely jeopardized with downsizing, restructuring, and reorganization. Instead of responding to the developmental challenge and moving on to the next level, employees may find themselves involuntarily moved back to the establishment phase at a time when they expected to be at a stable, respected position in the organization. Another possibility is that employees may be prematurely forced into the retirement phase as a result of downsizing, job elimination, and restructuring in the organization. The interruption of the normal career development cycle, or the uncertainty of potential interruption of that cycle, produces stress beyond normal expectations.
Role stress. Stress can initiate problems in the individual's role enactment. Role overload, role conflict, role ambiguity, role incongruity, role incompetence, and role over-qualification have been identified as types of role stress (Tappan, 1995) .
Role overload occurs when demands and responsibilities of a job exceed the employee's time and energy (Gordon, 1991) . It is another source of stress associated with downsizing, streamlining, and restructuring. Role overload occurs in situations when jobs are collapsed, eliminated, or consolidated and one employee takes on several different titles and responsibilities. Wearing several hats can consume an individual's energy and talents. A decrease in productivity and effectiveness occurs when a person has too many tasks to reasonably perform during the work period.
Role conflict also can be observed in situations where conflicts in values, expectations, or goals exist (Tappan, 1995) . Restructuring and reorganization can bring about conflicts in values, expectations, or goals. An example of this type of role conflict is when an employee is expected to provide an increase in quality and productivity with reduced resources. Another example is when an organization's goals for innovation in design, high quality craftsmanship, and selective marketing is changed to the goal of mass production and marketing of cheaper, poorer quality items. Role ambiguity, role incompetence, or role overqualification can occur when individuals are under prepared, over prepared, or are uncertain of the expecta-tions for their job performance (Tappan, 1995) . These types of role stress may occur when employees are moved out of long standing positions and forced into new or different positions as a result or restructuring or reorganization. These employees may not be adequately prepared for the new role and may not be competent, or they may be overqualified for a new or different role. Thus, they become frustrated and bored. Also, the restructuring may produce uncertainty about expectations for how a role is to be performed. The situation is further complicated by the elimination or scaling down of orientation and training programs which frequently occurs when firms restructure or downsize (Feldman, 1996) .
Interpersonal and Group Conflict
Conflict that normally occurs in organizations also may be more evident during periods of reorganization and refinement (Gordon, 1991) . Uncertainty, resource competition, and changes in goals of the organization can promote increased conflict during periods of restructuring. The conflict may be between groups or between individuals in the organization, and the conflict resolution process may be hampered by the heightened uncertainty and anxiety.
Employees as Interacting Systems
General systems theory, proposed by von Bertalanffy (1968), can serve as a basis for viewing organizations, families, and communities. Two types of systems were identified by von Bertalanffy: open and closed. A closed system is one in which the addition of a necessary ingredient results in a predictable and well defined outcome. An example of a closed system is a chemical equation (La Monica, 1990) . Open systems, on the other hand, are unpredictable, have unknown elements, and are constantly changing. Human beings and organizations both are viewed as open systems. According to von Bertalanffy (1968) , open systems continually interact with the environment and with other systems. Stimuli provide input into the system, are processed as throughput, and result in output from the system. Output of a system also serves as input to the system through a feedback mechanism, and the output also will affect other interacting systems. In addition, von Bertalanffy (1968) also identified assumptions of open systems. These assumptions include:
• A system is more than the sum of its parts.
• A system is constantly changing.
• A system has boundaries. • Systems are goal directed.
Examples help relate these assumptions from general systems theory to modem organizations and individu-600 also The assumption that a system is more than the sum of its parts can be explained with the example of an organization having a separate identity from the individuals (Mr. X, Ms. Y., Mr. Z) and units (quality, shipping, accounting, production preparation) of which it is composed. This is much as a cake has a separate identity from its ingredients of eggs, flour, and sugar. The assumption that a system is constantly changing can be further explained by an organization's response to market trends and financial status reports. Consequently, a response also is demanded from all of the individuals and units (subsystems) within that system.
The assumption that a system has boundaries defined by the purpose of the system can be explained by the example of a manufacturing plant existing to produce a component of an airplane engine. The plant is a system and the purpose provides the definition and direction for the boundary of the system. Furthermore, the units in the plant that design, control, build, ship, and market the component are subsystems with boundaries defined by their purpose. The plant is also a subsystem of a larger system which produces the complete engine. Additionally, the plant is also part of the still larger system which assembles the complete airplane. The assumption that a change in one part of a system affects all parts of the system can be readily observed if the airplane assembler decides to use a different engine or require different components. These changes could have been initiated by federal regulations or market trends, which are yet other interacting systems of these larger systems and smaller subsystems. The assumption that systems are goal directed is evident, because systems cannot exist without a goal, definition, or purpose.
Systems theory can be adapted to provide a framework for understanding individuals within an organization. Viewing employees from an interacting systems perspective is helpful in understanding how changes and stress in the work environment produce stress in all other aspects of an employee's life. The focus is on individuals as systems, and does not attempt to fully describe and explain the entire organization and the other larger systems with which the individual may be interacting. However, the assumptions and concepts of systems theory make clear that individuals exist in and are affected by other interacting systems. Understanding this relationship is crucial to understanding individuals as systems.
Four subsystems. An employee can be understood as incorporating four interacting subsystems. The work subsystem is one in which career goals are achieved and financial compensation occurs. An employee's personal subsystem consists of spouse, significant other, children, and family relationship s. An employee's social subsystem consists of friends and acquaintances with whom the employee interacts. Social subsystem relationships can be encountered in an employee 's neighborhood, social clubs, charity organizations, or other social areas, as well as with coworkers. Coping subsystems consist of an employee's coping skills and mechanisms, spiritual support, and other inner strengths and resources. Systems theory proposes that a change in one system affects all other systems (von Bertalanffy, 1968) . Therefore, all four subsystems can be expected to be affected when employees experience stress in organization s.
Effects of stress in work subsys tem. Stre ss related to situations within the empl oyee 's work subsystem also increa ses stress in the person al subsystem. Pressures from changes in the workplace, uncertainty over the future, new and add itional job requirements, changes in financial security, and feelin gs of frustration and inadequacy may be carried over into the employee 's home or personal life . Emotions suppressed during the workday may explode when the individual is at home . Personal relationships are affected by sub stance abuse, which can includ e abuse of drug s, food , alcohol, or tobacco products. Addit ionally, changes in the work subsystem may affect the employee 's abilit y to provide financially for responsibilities in the personal subsy stem. Increased stress and changes in an individual's work subsystem invariably affect the personal subsystem . The stress may be manife sted by behaviors such as marital discord and break-up, domestic violence, child abuse, and other dysfunctional patterns of personal relationships.
An individual's social subsystem also is affected by stress in the work subsystem. Financial changes may call for lifestyle changes which affect social relationships. Also, if persons in an employee's work and social subsystems are the same, it is even more difficult to prevent the effects of stress in one subsystem from being carried over into the other subsystem. Role overload and additional job responsibilitie s also decrease the effectiveness of the worker's social subsystem functioning and lead to an increase in stress in this area.
The increased stress in the personal and social subsystems increases the stress already experienced in the individual' s work subsystem. The increased levels of stress may exhaust or severely diminish the effectiveness of an employee 's coping subsystem. An employee experiencing stress in each of the four interacting subsystems will have difficulty finding necessary support and maintaining effective coping skills.
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ROLE OF THE OCCUPATIONAL HEALTH NURSE
The occupational health nurse is in a position to respond to the challenge s of increased stress in the workplace from reorganization and change. Knowledge about the effects of stress in the workplace provides direction for identifying employees at risk, so the nurse can initiate assessment and intervention strategies.
Work Behaviors Indicating Stress
Individuals or groups in organizations in which restructuring and reorganization are taking place can be expected to experience increased levels of stress. Stress that impairs employees' health also has a negative effect on workplace performance (Greenberg, 1995) . Specific behaviors indicate employee s inadequately coping with increased levels of stress. Changes in work behavior patterns such as increased sick time, tardiness, absenteeism, decreased productivity, workers' compensation claims, conflict, workplace violence, and substance abuse may be observed in organization s in which individuals are responding to and ineffectively coping with the effects of stress (Gordon, 1991) . Stress from downsizing and restructuring is costly to organizations if it leads to employee illness, impairment, and decreased motivation. An employee's illness that leads to impaired functioning on the job and to absenteeism is especially costly to the organization (Greenberg, 1995) .
Downsizing and the resultant high turnover in jobs has been linked to increased workers' compensation claims and absenteeism. In an organization where turnover was cut in half, the decrease in workers' compensation claims and absenteeism resulted in savings of $25 to $30 million dollars a year (White, lB., & Lublin, J.S. "Companies searching for ways to boost loyalty of employees." The Lexington Herald-Leader, September 28, 1996) .
Examples of illnesses associated with change s in the workplace which can result in substantial workplace costs are depression and depression related substance abuse and suicide. Depression is a disorder affecting an estimated 11 million American s annually and costing society $44 billion dollars each year (Greenberg, 1995) . As depression is primaril y found in the working age population, most of these costs are attributed to reduced productivity and lost earnings. An estimated $24 billion dollars of these costs result from "diminished workplace performance" (Greenberg, 1995) . Symptoms of depression include "fatigue, inability to concentrate, indecisiveness, and low motivation to accomplish even routine tasks" (Greenberg, 1995) and result in "immediate, often significant declines in workplace productivity."
In addition to the problems observed in the workplace, problems encountered by workers outside the work place also may indicate ineffective coping with stress. Employees struggling with domestic violence, substance abuse, aggression, or depression may encounter discord and difficulties with authorities and others outside the work place system (Gordon, 1991) .
Assessment for Dysfunctional Effects of Stress
Assessment assists with evaluating the extent of dysfunctional stress in organizations . A stress audit or stress assessment can be developed to help identify the symptoms and causes of stress in organizations (de Vries, 1979) . A stress assessment needs to examine evidence of individual frustration, declining satisfaction, and performance problems indicative of stress in the organization (Gordon, 1991) . Although recommended originally for managers, stress assessments can be a valuable tool for the occupational health nurse. A stress assessment provides a review of the extent of employee problems evidenced by such potentially stress related factors as: • Physiological or psychological symptoms that may be associated with stress. • Low job satisfaction. • High job turnover. • Increased absenteeism. • Decreased productivity. • Threatened or actual strikes. • Increased accident proneness (Gordon, 1991) .
Substance abuse and workplace violence are concerns that have become more prevalent in the decades since a stress assessment was originally proposed, and these areas should be included. The occupational health nurse also needs to observe for symptoms of depression and depression related problems in the workplace.
Occupational health nurses can work with human resources management in identifying specific problem areas for assessment in their particular organization. Stress assessments can identify individuals or groups experiencing increased levels of stress and who may be inadequately coping with the effects. These employees can be targeted for interventions to modify the stress effects. System wide interventions targeted to groups can help to alleviate negative effects of stress throughout the organization.
Education on the Effects of Stress
Assessments need to be coordinated with the opportunity to provide formal and informal education about stress in the workplace and the effects stress can produce. Inservice programs and seminars provide opportunities for conducting widespread assessments and education sessions. Individuals or groups requiring further intervention can be placed into either an immediate intervention category or a prevention category. Employees or groups exhibiting dysfunctional behaviors and responses to stress are in need of immediate intervention. Workers or groups with the potential for encountering stress difficulties later can be placed in a prevention category.
Strategies for Intervention and Prevention
Immediate intervention. Employees exhibiting symptoms of stress and dysfunctional coping are in need of immediate intervention. If these employees are also in a situation where they may pose a danger to themselves or others, immediate intervention is essential. For any worker exhibiting increased levels of stress, particular attention to safety issues is extremely important. Workers experiencing increased levels of stress exhibit inattention, carelessness, and distraction (Gordon, 1991) . These behaviors can lead to increased accidents in the workplace. Providing a temporary change of assignment for the employee in or approaching a stress danger zone, and also in a potentially dangerous work situation, is very important.
Suggestions for immediate intervention include measures such as referral to counseling services, organization of support groups, and education about expected effects of stress (Gordon , 1991) . Counseling services can help redirect coping skills and promote more functional ways of dealing with the stress. Organizations that provide or support counseling services for employees and families may find the increase in productivity and decrease in absenteeism, sick leave, accidents, and other stress related dysfunctional behaviors make the counseling services cost effective (Feldman, 1996) . In addition to encouraging organizational support, the occupational health nurse must also be aware of community resources, such as family counseling and crisis intervention services , where workers and families can be referred for assistance.
Managers also must be educated about the effects of stress in the workplace, instructed about how to recognize behaviors resulting from stress, and provided with methods to promote an appropriate response to dysfunctional behaviors. If a worker is exhibiting hostility or hidden anger, and the potential for workplace violence exists, it is particularly important that supervisors and coworkers be able to recognize the potential threat and work to defuse the situation. Examples of employee behavior changes that can indicate hostility, hidden anger, or the potential for aggression can be anticipated based on knowledge about behaviors described in mental health or psychiatric nursing theory. These behaviors include withdrawal, silence, irritability, tense facial expressions or body posture, threats or hostile verbalizations, many complaints or demands, sarcasm, sabotage of projects or work assignments, slowing down in performance, and failure to perform (Beck, 1988; Haber, 1992) . When dealing with potentially destructive or volatile situations, adding more pressure escalates a tense situation. Conflict resolution strategies are especially important for managers and supervisors.
In situations in which many worker's jobs are threatened, such as during downsizing, restructuring, and buyouts, organizing support groups for workers who are threatened may be helpful. However, mistrust must be diminished and the energies of the group must be channeled into productive avenues. Incorporating the leadership ability of a selected group member or members can assist in maintaining a productive focus for the group and may control the negative effects of political systems in an organization. If the organization can be persuaded to supply retraining and career counseling services, the decreased fear and threat also may prove cost effective for the organization.
Many organizations are providing employee assistance services to aid employees experiencing problems which may negatively affect their work performance (Rakich, 1992) . The programs were initially developed to assist employees experiencing problems with alcoholism . However, the current approach is to broaden the focus to include substance abuse as well as legal, financial, and emotional problems . Employees are a valuable asset, and helping them overcome problems that can hinder their work performance is also beneficial to the organization (Rakich, 1992) . However, confidentiality problems may arise when information is shared regarding substance abuse , emotional impairment, or other employee problems which could adversely affect the employee's work or coworkers . One solution has been for the industry to contract with health services organizations to provide comprehensive employee assistance services. This approach provides confidentiality and makes available a full range of services for different problem areas (Rakich, 1992) .
An occupational health nurse must also be aware of signs of depression in workers who are responding to stress from reorganization and change. Self esteem may be largely connected to career success, and problems with other systems of functioning also may lead to feelings of worthlessness and hopelessness. Referring anyone for treatment who is severely depressed and/or appearing to be at risk for suicide is crucial. Absenteeism, apathy, NOVEMBER 1997, VOL. 45, NO. 11 fatigue, inability to concentrate, indecisiveness, and diminished performance in a formerly productive worker are signs that depression may be a factor. Immediate and effective treatment for depression can restore employees to productive personal and professional lives. Immediate treatment can be very effective in decreasing costs to the organization from this widespread problem (Greenberg, 1995) . Considering the high costs of absenteeism, workplace accidents, diminished performance of the affected workers, and the increased demand on other employees who must cover for workers experiencing this disorder, organizational support of counseling and early treatment interventions is very cost effective. Information from human resources or management may help to identify workers with changes in work behavior patterns indicative of problems from the psychological effects of stress.
Prevention. For workers in need of prevention, continuing assessment of stress levels and situational changes can help the occupational health nurse identify workers approaching the stress "danger zone." Ongoing communication with persons in the prevention category is very important. Listening to their concerns and giving feedback about use of positive coping skills may keep these individuals from entering the category of concern. Referral to support services can help alleviate pressures before problems become extensive. Conflict resolution is also important as both a prevention and intervention strategy to control stress in the workplace.
Collaboration. A collaborative approach in dealing with the emerging issue of occupational stress is important. The occupational health nurse, working in collaboration with human resources and other appropriate personnel, can be effective in identifying workers in need of intervention for stress related problems. A collaborative approach with community organizations and services is also crucial. Occupational health nurses can assist with the establishment and promotion of community services which work in collaboration with private and public organizations.
Assisting management. Finally, it is important to provide assistance for managers and supervisors dealing with the effects of stress . Coping with major changes in organizations and being responsible for refinement and implementation of the changes is also stressful for management personnel. Managers may also be experiencing fear and uncertainty about their own jobs, as middle management jobs have been a "frequent target for downsizing" (Feldman, 1996) . In addition to fear about their own jobs, management also may be subject to feelings of guilt or helplessness as a result of the reorganization and restructuring. Paying attention to their need for assistance and counseling also is important in promoting a healthy organization. 
CONCLUSION
A collaborative, interactive approach is used to provide knowledge about the effects of stress in the workplace and direction for intervention and prevention strategies. As organizations respond to the current changes in economic and business trends, restructuring and reorganization may continue to make stress and its effects a more frequently encountered phenomena. However, occupational health nurses can be prepared to help diminish the negative effects of stress in the workplace. The benefits of diminishing the negative effects of stress include increased productivity and cost savings from the decreased number of accidents, absenteeism, and other stress related problems. Diminishing the negative effects of stress produces healthier workers and more productive and profitable organizations.
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Demands from the economy, market competition, and the political arena have led to restructuring, reorganization, and change in the workplace.
Work behaviors indicative of stress are costly to organizations.
Strategies for intervention and prevention should be directed at both managers and workers and can result in cost savings for the organizations.
A collaborative approach in which occupational health nurses work with other services inside the organization, and with community organizations and services outside the organization, is important.
